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MAINTAINING AND ENCHANCING A COLLEGE

. OR UNIVERSITY IMAGE

€ ‘ <

ABSTRACT . ‘

\]
- [

: . ~ : -
The use of marketing concepts in higher education has been
a topic for discussion and analysis for over a decade, but most
of the work has centered on selling technlques for recruiting

A : and retalnlng students. Other marketing concerns relating to

image malntenance and enhancement have been unfairly neglected..

Ql\

To better understand this important area, post-secondary
institutions need to do a bétté; sob in un?erstanding.the inter-
. connecting pilla;; of the academic institutional image. Develop-
ing the necessary information to provide this understanding re-
'quires data on outsiders' views of:

- curriculum ¢

- teaching quality}

- the tuition-quality relationship.
Much (no; all) of these data can be derived from current students,
alumni and those in the surrounding loéalvébmmunity; ﬁﬁithvtheseII;;;;;;
data, a marketing action program can be developed. "From these

programs, top academic administrators can take the .necessary steps

to maintain and -enhance their institution's image.
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.In 1972, I wrote a Chronicle of Higher Education article
called, "We Must Market Education" (Fram, 1972). Focusing
on how commeréial marketing principles can be applied and

adapted to the concerns of the higher education cimmunity,
w . . « B ‘ ‘ - .'-
this Chronicle article is regarded by many &5 an operational

E : beéinning for relating these two fields. »

.. W - . ’
| Since 1972, a vast literature on marketing higher education

has éﬁergeq. To support scholarship and problém-solving

&

in the area, Larry Litten and Joseph Gilmour have developed.

- a formidable bibliography on what has developed'auring this
. . - .

period (Litten &AGilmour, 1974 & 1980). An additional biblio-
graphic analysis is currently being prepared bv Professor

SﬁephenkGrabOWSki of Boston University, under the sponsorship °

. - of ERIC.. . o .

ADMISSIONS MARKETING -

.« A review of this literature indicates that the major thrust

o

of. the writings and analyses is directed at the area of

adﬁissioﬁs marketing. A significant majority of the ‘articles

3

and books foéus on selling technigues for recruiting and
retaining students. The coverage is overflowing with such
titles as: |

o \;7
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-Management Approach to the Buyer S Mafket

L

- . o -Colleges Sh1ft to Hard Sell in Recrultlng of Students ® -+ *
uThese admlsslons themes are so pervaslve and restrictive that
\\ [y

it is difficult to pubiish when one tries to develop research -

and themes that go bevond selllng techniques- for tne admls-

LY

sions functlon and to deal with broader concerns. The N

~ reason for thls seems to be that pollcy level academlc

N . administrators tend to delegate what they v1ew'§§
| marketing. responslblllty to admlsslons personnel After all,
- e the results of admissions work can easily be demonstrated in:
student recru;tment %igures (Fram,’1979)! vBeoause of thisf
- 'restrlcted operatlonal v1ew, ttre marketrng cqncerns focuslng
¢ &

on maintaining and enhanc1ngﬂ1nst1tutlon 1mage have been un- Cos

. fairly neglected.

THE IMPORTANCE OF IMAGE ¢ ‘ ' S

“

*In the commerc1a1 world, however, market1ng personnel research

]

image with great 1nterest, knowlng of 1ts long range 1mp11catlonsww o

[y

.Mw~¥m~~-w»nforwrevenues. Image proV1des valuable marketlng support because;
| once well establlshed, 1t aids marketlng for years, perhaps for
even a century. ! Good examples’ areiconsumer brand'products like-
Ivory soap and Crlsco, both w1th images about 100 years old.
Interestlngly enough, Proctor & Gamble (known as the Klng of %he
Brands) has only about 50 different brand names ‘in a;1 product

™

S 7>H iines. Obviously, they.are well established ones:

@

-A Marketing Technlpue for Student RecruJ.tJ.ng : ‘ '
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Studies of company 1maae.development report that images are

U]

-~

LIS

bas1cally emotlonal responses to what people ﬂelleve about a
company as opposed‘to what the{company may be ‘in reality.

Related to this self-constructed hélief is the fact that.” *

images are~alyavs‘overesimplications in the consumer's mind,

L3

based on letered messages and perceptlons It is also

cleax that an 1nd1vxdual's image may be easily modlfled,

sometimes based on:- one bad experiénce'(Walters,'1974).

°

-. . ’ '
Transferring what is known abcut company images to higher

~education yields the conclusion that students, parents and

others probably view an 1nst1tutlon in a Gestalt (organized

whole) sense. r"hey take a series of overs1mp11flcatlons

and develop a view or. oplnlon based on them. Conseguently,

s

they can make 1mportant declsaons based, not on what may be

in reallty, but on what their Gestalt descrlbes (Markln,
1974) ‘For instance, they can build an ins 1tutlonal Gestalt

for a spec1f1c school, based on campus P s1cal attrlbutes

_and basKetball notoriety. As a result, a student may enroll

<

in a weak academic department based-on a total school Gestalt

developed from other attributes.
- ) ' g‘

-

&
In another instance, undergraduates reportythey enroll in an

institution because they;feelrthat the quality of teaching

‘is reasonably good for their own needs.  Where do they derive

. N\
a « ‘ R B




that'estimate7 Do they visit a cross.section of classes? > -
vDo tHey talk With a number of prospective professors’ Do“’ .
they know the name of a s1ngle professor before enrollment’
The answer3 to these questions is."no" for_a significant
majority. -Since they.do not actively seek thisviniormation
.and rely on.filtered messages and perceptions, the total
institutional image,taﬁes on an dnusual importance in ‘
develooing ‘a pool of applicants. However, this importance' o

o

has not been reflected in the amount of research and writing

completed since'1972.

IMAGE ANALYSIS AND DEVELOPMENT, .
Defining thelparts of an institutional image involves.the e
evaluation of §’number of key attributes. However, these

attributes will vary considerably between institutions, with

two being common to many. One is the campus environment,
: : e : ) 4 - '

which includes the academic physical plant and the dormitory
accommodations. These items are o; significantlinterest‘to
prospective students. A second attribute will be the general
notoriety of_research‘activity, Which seems to be a key factor
¥n constructing the academic component of the'image. If the

Lo ~
estimate on research is correct, many institutions may be

-

doing themselves a serious disservice by boasting that they . -

are teaching institutions, .not research institutions.
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" the critical attributes properly to achieve image consistency.

©

To develop a desired;image,dtop academic management must shape‘

J
Wlthout consistency, the understandlng of potential donors and

/7
stu ents w1ll be confused. Bu51ness organlzatlon§ have long

L 13

rec rgnlzed this pOSSlblllty. For example, Eastman Kodak top

management has achleved success by nurturlng a high quallty

- staLce. They develop supeflor products that perform well

‘Consequently, everythlng "this organlzatlon does is under\the

“»

cover of quality, .and it is completely bred into the value’

Q

Zsystem. - Both neophyt@‘and veteran employees know what it°means

and adhere to it. I suspect that if one were to scrutinize
the image deVelopment of many of our top.universities, we would

- . . . . N A .
find the sare system operating, although not as formally as one

finds it in ‘the commercial environment. >

-

As investigators interested inﬂmarketinq higher education,

o

we ought to be able to analyze the‘image of any garticular°

university and to‘be able to identify the interconnecting

.pillars supportlng 1ts_Image———For—examp%e——insana%yz ng

Harvard'snlmage, we copld assume that it continues to at- ¢

='tract‘ample appl;catlons and srgnlflcant financial donations

\

‘through pillars of:

historical importance : ) -

¢ : - Cambridge cultural location

research thrusts.

- alumni.

57
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' However, research and analysls mlgh indicate the&following

o

_THE RESPONSIBILITY

-

, —

plllars are more 1mportant to Harvard's squess-
: &

.

-. quality teachlng
- student support serv1ce

- the football team.

. .
- o [} < ., T - v

'] . v —a, . -

© ) T
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The follow1ng quotatlon from a recent ‘economic analysls of -
un1vers1ty behavior summarlzes the sltuatlon well: J .
“An 1nst1tut10n'" actual quallty=1s often less

1mportant that 1ts prestlge, or reoutatlon for.

‘auallty, because 1t is the unlversaty S, Eercelved

[ : .
excellence which, in fact., 'guides the dec1s10ns>.
: .‘. . %- “. ) q . l ‘ )
of prospective students ,and scholars-considering ‘

offers of employment, and ‘federal agencies' award- '~J

ing grants."”(Garvin, 1952)." . . (T L,

3 - .

L4 )

R

Who' should be responslble for image malnte%?nce and enhancement°

It shoui&—be—top-poiaey—admlnlstrators+_gnger the careful’di-

. -
s

’ rection of the presldent. Like hls business counterpart, the

academic pres;dent must be the chief marketlng offlcer, the

person who must make certain market1n§ pollcv 1s executed to

'generate sufféh&snt tuition and other revenues. (Fram,'1979)

% ..
'
¢ \




To-support top admln;stratlons in these efforts, rmage research’

@ . " P
o . .
P

'»ﬂ

is needed to emolrlcallv deflne external perceptlons of the1r
1nst1tutlons. Once‘pollcv makers understand the true image-

character, 1t can be ratlonallv developed or chanqed In

.addition, 1nst1tutulonal act1v1t1es can be related: to ‘the

realltles of the cilent (studéﬁt) and donor markets and can .

' T N e -

be congruent with relevant soclal, polltlcal, and economlc -\,

K3

" environments.

RESEARCH NEEDS

¥

. To devalopﬁan understandlng of an 1nst1tutronal Gestalt, what

topics need study and what major groups need survey1ng° The

most fre%uent needs are: ) -
IS ’ R o
—_q—\.’, . ]

'TOFICS.FOR RESEARCHl

.

L

. Paculty Status ' . !

[ 3 > \
Curriculum e
Quality of Teaching

Pricing

. WHO NEEDS TO BR SURVEYED

Ceo ' current Students -

Alumni S «

Local Communitx -

8

—
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The topic and grouo needs will vary from ;nstltutlon to 1nst1-

*

- tution.’ fFor example, a prestige 1nst1tutlon with a national

clientele-mlght want to survey oplnlon*leaders such as educa-

tional writers and industriaf executives. HoWever, for most

-

1nst1tutlons, research 1nformatlon derived from the tOplC oA
and groups suggested should prov1de a s1gn1f1cant ﬁart,

if not all, of the general Gestalt. L ’

.
o P . [

- . . N . -

: . @ ‘ ) a
FACULTY STATUS B o

©

A number of issues Center on the faculty s 1mage. First,

it needs to be etermlned if the faculty, as a whole, is

-

perceived as curr nt by the 1nst1tutlon s publrcs. In+
”sdhe s1tuatlons,-1t is rather easy for faculty to unknpw-“

ingly develop mlld or serlous}cases~of obsolescence. "Unfortu-

- : y . S

natelv,’this is not often'obiervable to the students, since
‘they usuallv lack enough\experlence and basellne 1nformatlon
on which to make such judgments. (Relatéd to this s1tuatlon

is the fact that faculty tend to be individual contrlbutors,

~

olleagues.)» o L S :

3

L e — -

' and profess1onal obsolescence mayj;ot alwavs be observable to o

v .5

A second potential kev issue is the nature of the facultv s
professlona; act1v1t1es. .For a top 1mage, thls prOfeSSlOnal
activity should center on being on the frontler in one or

v .
more research and thought-developlng areas. It should also

C e e

&%
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include professional (not necessarily- administrative) acti-
A} . .
- vities in variouS‘societies. Through these activities, the
faculty should be viewed as. realists and reasonably future-

. minded. - Flnally, and most overtly, faculty need to be
A
’ v1ewed as competent by academic colleagues in other insti- s

tutichs and by others working rn\:helr field.

. \ . * \‘ v
This question of faculty impact on college and university
» ] : » N -

P

image is one that needs to,bebstudiedf\kThe factors suggested

= N
[ i}

above seem most obvious, and others may need  to be investi-
qated. 'Since faculty appear to be the heartbeat of the col-
lege or university in terms of its intellectual vitality'and
growth potential,.it isdsurprising-that more investigation
has/not taken place. \On the other'hand, perhaps researchers

" have shied away from the area because of its potentlal sens1-
t1v1ty and the difficulty in assesslng a proper balance between
the traditional faculty act1v1t1es 04 research, publication,
teaching and student‘counseling.

'C&. A

'CURRICULUM

S

Currlculum needs to be perceived as belng reasonably modern

in order to support a deslrable tmage for any vital 1nst1tu-

tion. Because a total currlculum is hard for many to evaluate

per se, 1t is llke}y that this 1mage plllar is evaluated on

~

=
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. - ) y .
the basis of surrogate measures. In technical and scientific

areas, the currency of the curriculum is probably estimated

by outsiders by the type of equipment in laboratories and

"hands-on" facilities, such as computers. ’ ' _ |

o - |

With the number of college qraduates increasing every year,

.the bookstore may’ become ap 1mportant surroqate for curriculum

.

evaluatlon. Since increasing numbers of college educated |
parents are becomlno 1pvolved with campus tours as thelr
children select an 1nst1tutlon, thcv may discover that the
level and owuall versatllltv of an 1nst1tutlon can oulckly -
be estlmated by rev1ew1ng the types of textbooks and other
materials found in the bookstore. The library may also be

utilized in a similar fashion.

-

K
[y

Faculty 1mage may be a third surrogate factor. 1In place of

evaluating currlculum.dlrectlv, some mav review faculty
V -

credentials to assess publl%atlon, research and other types

ofvgfoductivity.- . ' '

o ‘ - } LI <

QUALITY OF TEACHING

Of the four research topic issues, post-secondary institutions
seem to have placed most of their promotional‘emphasis on the
issue of quality of teaching. Admission literature~usually

extols the virtue of such factors as small classes, faoulty

Lo ‘ . . B d




- contact, frequent advisement, etc. However, admissions people

report that an increasing number of parents and students will

ask about the number of classes taught by neophyte graduate

assistants.’

o

«

Interestinély,enough, even outside.evaluatqfs fail to make any

i
Y,

direct statements on this quality issue. A review of five well

accepted college guidesl reveals'not one reports on the quality’

of teaching'a student can expect'in a school. General commeénts

on "academic environment" is the closest issue reported.

o

How

is quality of teaching determined by various institutional

constituencies? Current students will base their image on £

personal contact with faculty and "perceived learning".2

"Peterson's Annual Guide to Undergraduate Study '82"
"Comparative Guide to American Colleges” ¢
"Lovejoy's College Guide" :

"American Junior Colleges"-. ‘ 0
"Barron's Profiles of American Colleges” .

o

A possible exception is the controversial "New York
Times - Selective Guide to Colleges 1982-83" by Edward
B, Fiske, which briefly mentions teaching quality. .

The well known “Dr. Fox Experiments" reported by The Chronicle

. of Higher Education a few years ago showed a startling difference

between perceived and actual learning. 1In this experiment, a
professional actor gave a non-sensical lecture, "Mathematical
Game Theory Applied to Physical Education",to three audiences
of medical educators, students and other faculty members. Not
one of the 58 listeners detected the hoax!

-

v

[y
.c‘n"
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Alumni will probably have varying images, depending on the -
length<cf time since graduation. Employers will probably e

judge the image on the basis of how much students understand

about specificwsubject areas and how well they adjust socially

to theAworking world. The degree of success of graduates will

also affect the employer's image. |

PRICING .
ForCyears,:commerciafimarketing personnel have known that a

. higher price generally equates with a higher qualitv image. In
other words, consumers E__ se tend to assume that-a higher priced
1tem is also a higher quality item. This raises an interesting
question forvthose researching higher education pricing. Will
students and parents ccntinue to be willing_to pay in some-sig-
nificant part for the image of a prestige university background?
Up‘to this point, the answer has been a reszunding,"yes“. However,

a good research question for the future s, "Will this continue?"

,
i

CURRENT STUDENTS o N

bt

It is generally acknowledged everywhere in academia that student

4

satisfaction is a critical building block of image because ‘of.

peer influence. This fact is supported in the literature by

yea¥s of research which indicate the important impact that peers

have upon the choice andmsatisfaction with the college or uni-

o

versity environment. €onsequently, from a research perspective, -

o
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o

it would seem that a monitoring system needs to be established

0

_to’ determlne what - 1nformatlon current students are reporting S

‘on misconceptions.

'1mportant to assess thelr views of a school in terms of how

more about the reality of alumni perceptions. o

_any conflict the post-secondary’1nst1tut1on has with its sur-

_ aren

to peers and parents about thex;nstltutlon. It mlght require
long term modifications to handle some of the concerns. . <
However, in some instances, simple communications devices may

be satisfactory because what is being communicated is based

ALUMNI
The alumni groﬁp, ‘an important constituency for image assess-

ment, has been neglected in many different ways. It is'not

“unusual .to survey alumni in terms of their satlsfactlon ‘with

the currlculum and their career paths. However, it also appears

they perceive changes that have taken place 51nce graduatlon.
Because' of alumni®importance with flnanc1al development and

student recruiting, top ecademlc admlnlstrators need to know

o

LOCAL COMMUNITY | | -

L]

Since we 11ve in an age of rap1d audlo and v1sual communlcatlons,

rounding community will be,qu;cklv.communlcated and impact-its

image. Consequently, a positive "town and gown" relationship

-
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needs to be ma1nta1ned From a research perspective; a

‘college or un1ver51ty needs to‘nonltor thls "town and gown"

”relationship. Most likely an image concern will occur in a

‘rural location rather than in a urban location, where the

students may tend to meld a little more easily Withﬂthe e

surrounding urban community. . However, institutions like
Columbia UniVersity,"with its conflicts with its neighbors,

are clearly an exception to this obiervation. Other im—

?portant variables to be considered a{e type of student, size

_of community, type of 1nst1tutlon, soc1o-econom1c background

-.of students .and dormltory facilities 3va11able1‘

,another matter. This takes~con51derable time, patience and

.

As mentloned ear11er, an 1nst1tutlonal image held by an

CAN AN IMAGE BE CHANGED’

individual can be changed rather readlly. One negative or

positive experlence makes the dlfference. Changing an insti-

tutional image held by a w1de heterogeneous populatlon is

consistent effort by those in leadership positions. Successful’
image changes have taken place in the commerc1al sphere with
Japanese goods (from poor to h1gh~qual1ty) and’ wlth BIoomlng-v
dale's departhent storel(from medlum toﬁexclu51ve quallty).

No educational 1nst1tutlons have made such radical image

o

~changes, but a numben of former teachers' colleges (emerging

un1ver51t1es) and techn1cal/agr1cultural 1nst1tutlons have

‘been able to make appreclable 1mprovement in quality perceptlons.‘

ot e e Vs i 4




_ These changes usually have been under*the influence of strong

leaders, e:g., ﬁanna at Michigan State University.

. @ ,
In order. to make modifications, a baseline set of data\must

" ,
be avallable on whxch to make pollcv and operat1ng declslons;\

. Without these data, declslons‘w111 be made 1ntu1t1ve1y and with-

—

—

out proper focus.  This is a high risk ap?reach because of the
halo effect that is natural with top admlnlstrators ‘when ‘ -

o . o - T~

assessing their own'institutions. . - ’ T

MARKETING ACTION PROGRAMS o

in summary,)the pase for an image marketing program for'oost

. secondary 1nst;tutlons requires the development of a number »

" of research areas. These areas present checkpolnts for
ﬁresidents to use in assessing the strengths of various image -
pillars. ”

) 1; Since faculty. act1v1tv appears. to be a crltlcal
) pillar, research programs need to determlne the
'extent to whlch faculty "achievements and activi- '
»ties“are”beiﬁQ“hi@ﬁllghted. "Are these achieve- 5 I
ments being well communicated to the general

'publlc? Or are they belng conflned to those -

o v knowledgeable in a partlcular academlc f1e1d°

«
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Since current student attitudes can have a
benef1c1al or deleterlous effect on a. un1vers1tv s
1mage, 1t is 1mportant to contlnually monitor

the attitude of this 1mportant grqup.' In fact,‘

it would seem advisable to set up a system to

o

provide annual or biannual feedback in this critical

- .

area.

€ ‘ _ . .
"In a 51m11ar manner, aluﬁni, as satisfied or
d1ssat1sf1ed c11ents, need to be questloned -about
their ;mage perceptlons. Although thls does not
' need to be done as often as°with current students,
it should be acqomplished Qith the same serious-.
ness of purpose.

—
‘The 1ma§e\1s\ue needs to .be researched in terms of

CT—

several local communlt*eST\ Thls includes those who'

—
\

" are physically living afound the.schodw7\as\yeii\as
necruiting:employers, suppliers and others who coﬁé
inaeqntact with students‘and~staff. In addition,

tangential groups, like parent groups, need

to be surveyed on an occasional basis. It is

obvious they can easily become opinion leaders be-
cause of their close connections.
VA ©

e et e e
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SUMMARY — - | e,

overall, what" is heededvis a svstem‘for'image assessment to
provide a basis ‘for 1mage development. Without th1s system ‘and ©
1ts 1nformataon outputs, mlsconceptlons can enter the pollcy—
maklng process at critical junctures. Consequentlv, the, life

< -
of the 1nst1tutlon can be adversely aFfected If the academlc &

13

'presldent is reallv the chief marketlna offlcer of the organi-

zation, it would seem that he/she should call for this infor-

-

mation on a reqgular basls. In response, the institutional

.researcher should prov1de the presldent with an 1mage monltorlng

capacity that tells hlm/her what is happenlng to the Gestalt

and its various plllars.
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